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BUDGET IMPROVEMENTS IN BOSTON 


BOSTON MUNICIPAL RESEARCH BUREAU 
One Court Street 
Boston,Mass. 


August 5, 1940 


Special Commission to Study 
Boston Budget and Appropriating Procedure, 


Gentlemen: 


In recent months the Boston Municipal Research Bureau has em- 
phasized to the members of your Commission the advantages of prompt 
budgeting in Boston to obtain twelve months' control of city finances, 
Difficulties seem to have arisen which make acceptance of this recommend- 
ation unlikely at the present time. 


Submitted herewith is a minimum program of budget improvement 
which incorporates the views of various members. For clarity the docu- 
ment presents separately the suggested revisions of individual sections 
of Senate Bill 510, preceded in each case by a text explaining why the 
revision seems advisable. 


Naturally the legislative material is only in draft form, but 
it should serve as a basis of discussion and decision prior to final 
bill-drafting work, 


Very truly yours, 
H. C. LOEFFLER, 
Secretary 


Members of Commission: 


. Senator Laurence Curtis of Boston, Chairman 
Rep. Charles H, Cooke of Athol, Vice-Chairman 
Rep. Enrico Cappucci of Boston 
Rep. Abraham Zimon of Boston 
Theodore N. Waddell, State Director of Accounts 
Francis X. Lang, Boston Budget Commissioner 
Charles J. Fox, Boston City Auditor 
Wilfred J. Doyle, Boston City Clerk 
Alexander M. Sullivan, Business Manager, Boston School Committee 


Edgar M. Mills, Secretary 
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BUDGET IMPROVEMENTS IN BOSTON 


Introduction 

At the 1939 session of the General Court a bill (Senate 510) was intro- 
duced which would have revised the budget calendar of Boston so that the city 
budget would go into effect at the beginning of each fiscal year. It narrowly 
missed enactment because of technicalities and last-minute differences of opinion, 

Thereupon a Special Commission was appointed to study the question and 
make recommendations. The scope of its resolve (Chapter 46 of 1939) is broad 
enough to enable the Commission to survey related questions found in the laws and 
ordinances affecting Boston's budget procedure and in the rules of the School 
Committee. 

Shortly after the Commission organized, the Municipal Research Bureau 
submitted a report of background material for use in studying the problem. Con- 
tained in it were the special laws on public budgeting in Boston, extracts from 
the General Laws, and a brief discussion of budget practice in other large cities. 

Commission study soon raised the issue of changing Boston's fiscal year 
in order to facilitate budget calendar revision. Upon request the Research Bureau 
prepared a discussion of the advantages and disadvantages of a July 1 as against 
the present January 1 fiscal year in Boston. 

Purpose of Present Report. The point of departure for this report is a 
specific minimum program of improved procedure. It incorporates various sugges-— 
tions made from a number of quarters including the individual members of the 
Commission. 

The program outlined is based on strong citizen interest in the budget 
power as a means of popular control. Under sound practice the budget affords the 

j citizen and taxpayer his best chance to judge the city government and weigh its 


_ activities in terms of dollers and cents. 
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Likewise the program represents an effort to harmonize conflicting view- 
points and bring together a group of proposals as to which there can be general 
agreement. It avoids emphasis on measures which the members of the Special Com- 
mission would find unacceptable. It is offered for consideration now although the 
_ Research Bureau believes that further advancement beyond this program will have to 
| be made both in the legislative and administrative phases of budget practice before 
Boston catches up with other well-governed cities. 

Proposed Program, Five major points are included: 

(1) Submission of city and school budgets by January 1 and passage by March 15. 
(2) More nearly complete budgeting by inclusion of revenue estimates and a 

tax rate forecast. 

(3) Tighter expenditure control up to passage of annual appropriations. 

(4) Curtailed power of appropriation transfers during the year. 

(5) Increased mayoral control of school approprictions. 

Method of Presentation. These five objectives are well adapted to 
remedial legislation, and it is felt that the membership of the Special Commission 
is particularly competent to sponsor the suggested chenges. 

In the pages which follow a suggested redrafting of Senate Bill 510 of 
1939 is taken up section by section. First there is a textual discussion of the 
meaning and purpose of the provisions of the redraft, followed by the revised word- 
ing of each section. At the end appears a summary of the statutory changes. 

% Budget Calendar, Scope of Budget, and Council Action 

Budget Calendar Revision, The purpose of a budget is to limit the ex- 
Beeaditurcs of the several departments and to set a maximum figure beyond which they 
cannot go. If several months of the fiscal year are allowed to elapse while depart- 
“nents are bound by no more than the prior year's appropriations, the City is really 


operating without a budget for that period of time. If savings or reduced 


“re 


fartenyy od moo onedt doidw of e4 atveoqor ‘to ous, 8 be tig) 
“nod (atd5eq@ sit “to erin orld odie avweuom ao @ipadin 
act Ayiondtts wor awit srebiaaos “tot Reta i0 tt i _ aldatg pe | 
oF oven Iitw mergony sist booyed dnamoonaybs rant todd acy | 
bioted ootiaciq, tegbud $6 aceon ov viata LnLnibe bas elon ad 
rbohuLlomt ony ‘itatasy olan ort | at rinert | 

Ol forall wi oysescq bos L yuna’ yd ategbhud Loodow Ana gh 2 


bas eodanitee ounover to moltanlsal yd youtvesbid adelqnon a 


enotisiiqoiqgs Lovaas to egqsanq oF qs Lout noo out nope 
~toey odd goltub axolenow nottislrqowggs | +0 aki a 
,etoliokaqeiygs Loodoe Po tordine, t TORE | 

od betqabs [lew eta navidoetde | ov? ogadT »fo 4s aitaess: 
Holeninuod [stodqge odt To aide woodman) ont tons tio, at +E ban | 
seognado beta egyen aut ee ab bit . 
70 Ole [Lis og on: o& to gnis tare Sateongie £ rs} wolfor rota sug 9 ti oh 
eid td nolenuveth Leudxed o at ‘ators tent nokta Nt aoitooe od 


ebiow boatvor add yd bowolfot fiesbut odd to anotetverg oni 10. 989 


ogisdo Yrotidate edd to yom 2 a-uaqe fame! orld PAY abt 
toitoA Liseuyod bas | y 
mo odd ¢imtl of et Tegbed 4 to seoqmuy ‘ad ssniesved tis 
Vers noice bao od ot tt mumixod o toe ot bain eto etal 
“singeh eLuiw saqaie of bewolls ots aioe faod.te bis’ te adisrott Loewy 


* 


yilvet ed, yO edt pandldst motat 6 "HBA, 04 sf) sol, : on, 


aoe 


departmental appropriations are incorporated in a budget, then delay cen only 
mean a loss. 

Section 3 of the City Charter of Boston contains certain requirements 
with respect to budget procedure. The sole reference to calendar responsibility 
of the Mayor relates to submission of the city and county budget to the City 
Council within 30 days after the beginning of the fiscal year. 

For years this provision could not be obeyed because a very small Boston 
tax limit was annually revised on a temporary basis by the General Court. The 
rather ne period necessary for annual legislative reconsideration therefore 
resulted in the fiction of an annual "dummy" budget to meet the January 30 require- 
ment, the "dummy" being regularly sent to the Council by that date and then 
forgotten. In 1936 statutory changes eliminated legislative delay, and city author- 
ities have Since made limited progress toward earlier budget submission. In 1937 
and 1940 mayoral allowances were in the Council's hands by January 30. As the 

law stands, it seems unlikely that the City will go further than the strict letter 
of the Charter with respect to the date of budget submission. 

The revised statutory language suggested below proposes that the budget 
be submitted by January 1. Hence it moves only part way toward the ultimate 
objective of passage by the beginning of each fiscal year, which the legislative 
resolve directed the Special Commission to consider. The proposal is a compromise 
between the best practice and current procedure, but technical difficulties and 
the existing conflict between the City's fiscal and political years may justify an 
intermediate compromise, 

Snow Removal Allowance. One of the most difficult problems connected 
with early budget submission is the determination of snow removal allowances. Snow 
removal expense fluctuates widely and cannot be anticipated with certainty. 


To prevent evasion of the problem, the Research Bureau has incorporated 
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a provision establishing a mandatory annual snow appropriation equal to the aver- 
age snow removal costs of the preceding five years. Transfers from this appropria- 
tion would be prohibited and any unexpended balance would be allowed to revert to 
the general fund. If a sum greater than the five-year average were required, the 
excess could be met by a supplementary appropriation under the emergency clause to 
be considered later. 

This provision is similar to that found in the new charter of New York 
City. 

Scope of the Budget. A complete budget is a comprehensive financial 
plan for a definite period which specifies all the financial needs of a city 
government and balences proposed expense with anticipated income. The Mayor's 
present budget is considerably narrower. It omits all revenue and many expendi- 
tures, end contains only estimated allowances for (a) city and county departments; 
(b) city revenue departments; and (c) capital outlays financed from current income. 
In its printed form the budget is accompanied by a message from the Mayor, ordin- 
erily brief and confined to justification of such major changes ©s summery figures 
happen to reveal. The budget document also carries draft ordinances for action by 
the City Council. 

In Boston the computation of the tax rate presents the most readily 
understood summary of the City's financial plans. Now the budget contains no 
reference to the impending tax rate or to the items affecting it beyond the Mayor's 
allowances. Although it is recognized that early estimates might be subject to 
later refinement, the proposed redraft would require the Mayor to accompany his 
ppudget with an estimate of revenue and expenditures affecting the tax levy. 

Use of the segregated budget depends solely upon administrative sanc- 


_ tion - a point which the Boston Finance Commission recently underscored. An 


OF eisvest ot sanrhasee ‘ot Divow Late coicrton a a 


Oe) GHiOLS Yorsy nonin edd ohn sobtshmomge eosnnnataqat e x 


mis Wiel ko adsl wer verte ft bastot ddd ot wed tint at gt 


fatonosit’: oviniordengmoa.a et \ragbed etelqwoe A) steak 
rhe 2 "to: shoo Lotaanatt 2th Lic nolticoge tha ditty parse 
a itount) ext eomooni badaylott ae dttw hacia bonoqosd 4 


nibgays ‘yeu one aunevet Lis ad tine +: prowortehad ~ ee t 


ibio ytoysh alt mock syseedn 5 yd batannaaia: ak aia pm ion i 


os 
ad 


MypLt yromae es nogneto- agfam dove To mottnok’ ifeat, oF beat iiss 


Wa mb.ios. iol aeaousytbss ¢teth aoitioes oein domed toned ot if 


wir enéiotoco. deghtd’ oft: wot yanala Peet ican ‘ode 
Peon cli eet SU aid oat Ba amad t ody od to erod ont prechar:| a 
mM toatdie od dabyte eat; arbdos irtso tom bestagoon ted ti 
at Yasgicoon oF “coy ond) otiuper bilsow Starkey basen 
wal eal odd gaitoolie qnvis ibneaxe bas cna Yo ota. in] 
“Sidibritoate ti bike cogs befor, ehrwepob Sybase bts 999 

tiv tno omotebaty y0a pain noige imaiod 2 elt if me Se 


Aiea | 


Fs 


with mayoral guidance, the form of the estimate sheets. The Council did not see 

i fit to press its views as to administrative detail. Nevertheless, as the Finance 

Commission observes, the segregated budget might well be given a formal status, 

The more suitable method is by city ordinance rather than by statute. 

Council Action on the Budget. Council action on the budget rarely con- 

sumes more than a month (See Appendix A). Protracted consideration, as in 1937 

and 1939, is exceptional. Similarly Council rarely alters the Mayor's allowances, 

although in the same two years it made some reductions. Despite a tendency toward 

perfunctory procedure, budget review remains Council's most important formal 

activity. The six weeks provided in the proposed statute for deliberation are 

| ample for questioning department heads, conducting hearings, and debate. 

Whereas in times past the appropriations committee of the City Council 

has given the public little if any opportunity to participate in rather than merely 

_ observe its budget deliberation, it has more recently held open meetings to hear 

citizens and citizen agencies. As a definite safeguard, the City Council should 

_ be required to hold a public hearing on the budget as provided in the proposed 
statute. At least seven days notice should be given, and the budget should be 

_ available in printed form when the hearing is announced. 

Supplementary Budgets. In past years supplementary budgets containing 

- ordinary maintenance allowances have been regularly submitted until declaration of 

‘the tax rete. Such budgets should be permitted only in genuine emergencies. 

Bethernore, no appropriations to be met from the tax levy should be made after the 

= rate has been declared. The general laws provide a financial remedy for 

Beet ecncics subsequent to fixing the tax rate. 

Proposed Draft: 


- Section 1. Section 3 of chapter 486 of the acts of 1909, as amended by 
section 2 of chapter 479 of the acts of 1924, is hereby further amended by strik- 
ing oe said section 3 and inserting in place thereof the following new section:- 
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Section 3, All appropriations, other than for school purposes, to 
be met from taxes, revenue, or any source other than loans shall originate 
with the mayor, who not later than January 1 of each fiscel year shall submit 
to the city council the annual budget of the expenses of the city and county 
for the fiscal year beginning on said January 1, accompanying said annual 
budget with a statement of all items entering into the tax rate computations 
of the two preceding years, and of the same items as estimated for the ensu- 
ing fiscal year. The annual budget shall include an item for snow removal 
in an amount equal to the average of the expenditures for such snow removal 
during the five years preceding the year covered by the annual budget as 
submitted by the mayor. The city council may reduce or reject any item ex- 
cept the item for snow removal, but without the approval of the mayor shall 
not increase any item in, nor the total of a budget, nor add any item there- 
to, nor shall it originate 2 budget. Not later than February 15 the city 
council, after a public hearing of which at least seven days notice shall 
have been given, shall enact such orders as may be required to make the 
appropriations for the fiscal year, based on the budget submitted by the 
mayor, legally effective. It shall be the duty of the city and county 
officials, when requested by the mayor, to submit forthwith in such detail 
as he may require, estimates for the next fiscal year of the expenditures 
of the department or office under their charge, which estimates shall be 
transmitted to the city council. 


During the fiscal year the mayor may submit supplementary budgets 
to meet emergencies involving danger to property, life, public safety or 
public health, and the city council subject to the limitations set forth in 
this section relating to the annual budget shall pass such orders as may be 
required to make legally effective the appropriations based on said supple- 
mentary budgets; provided that no appropriation to be met from taxes shall be 
made by the city council after the tax rate for the year shall have been fixed. 


Enforcement of Budget Calendar and Appropriation Transfer Control 
Enforcement of Budget Calendar. Penalty clauses are proposed to assure 
compliance with the revised budget calendar. If the Mayor neglects to submit a 


budget by January 1, the appropriations of the preceding fiscal year, less 10%, 


automatically become the new allowances to be considered by Council. Likewise, if 
_ the City Council fails to act by February 15, the Mayor's budget allowances become 
B the annual appropriations. These two provisions should obviate submission of 
"aummy* budgets and should forestall prolonged budget scrutiny by Council. 

In each fourth year, however, an incoming Mayor should be allowed to 
submit budget revisions. Otherwise a new city administration would be deprived of 
the opportunity to translate its pledges into action. The recommended solution is 
to permit an incoming Mayor until February 15 to propose revisions of the budget 
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"submitted by his predecessor, When an incoming Mayor exercises his option of 
iadeot revision, the Council ought to have an additional 20 days in which to re- 
view the Mayor's changes, 

Transfer Restriction. The value of a budget can be largely destroyed 
unless the power of transfer is closely restricted. The proposed draft tightens 

up the existing transfer procedure, which contains many inconsistencies and in- 
vites budget change by administrative fiat. The City Auditor, with the approval 

of the Mayor, can now make transfers from the reserve fund and between divisions 
of a department at any time but not between departments. After November 15 there 
is no restriction on executive transfer except as to transfers from loan to current 
revenue funds. 

Dangers implicit in this wide authority include payroll inflation by 

| transfer, diversion of allowances from the activity to which they were assigned by 
Council, and free-and-easy budgeting whereby department heads are assured that 
their special interests will be “taken care of later” by transfer of funds. 

During 1939 some $850,000 was transferred by the City Auditor with the 
Mayor's approval: (1) within appropriations of individual departments by major 
Beet classifications, as for exemple from C (Equipment) items to any of the other 
Classifications, A through H, and (2) between departments after November 15, under 
_ the Mayor's authority. This total excludes transfers from the reserve fund, inter- 
Serer tnantal transfers with Council approval, and reallocetions within the same 

_ appropriation group, as for example from B Sto 239, or from Di “te D4. 

In an effort to discover the most acceptable practice, the Research 
Bureau hes not found any such liberal transfer power in other cities as the Mayor 
ond Auditor of Boston enjoy. Ordinarily appropriation transfers are prohibited 
except with Council 2pproval. In view of this background the draft statute amends 
the transfer power by the following provisions so as to curtail the broad authority 


ue re me ee te ° . 
vested in administrative officers. 
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(1) Prohibition, as at present, upon transfer from a loan appropriation 
to an appropriction from current income, 

(2) Prohibition upon transfer at any time from one department to another , 
or from a non-personnel appropriation to personnel except by favorable vote of the 
City Council. 

(3) Allow transfer of eppropriations with mayorel approval from one 
division of a department to another, or from one budget classification to another, 


fe.c., BS to C9) except from non-personnel to personnel. 


These changes provide flexibility in enforcing a large budget end yet 
help prevent manipulation. Publicity is assured by requiring that all appropria- 
tion transfers shall be published in the City Record. The new draft omits the 

_ final provision of Section 3 of the present Charter which permits the city auditor, 
with the approval of the Mayor, to “apply any of the income and taxes not disposed 
of in closing the accounts for the financial year in such manner as he may deter- 
mine.“ This provision has been eliminated because it serves no real need and 


holds the possibility of future abuse. 


Proposed Draft: 


Section 2. Section 2 of Chapter 206 of the Acts of 1891, and Chapter 
261 of the Acts of 1893, are hereby repealed. 


Section 3. Said Chapter 486 of the Acts of 1909 is hereby further 
amended by adding after section 3 the following new sections:- 


Section 34. In case of failure by the mayor to submit to the city 
council by January 1 the annual budget of the expenses of the city and county, 
the appropriations based on the annual budget of the preceding fiscal year 
less 10% shall be held to be the annual budget submitted by the mayor to the 
city council, and no supplementary budgets may be submitted by the mayor prior 
to the determination of the tax rate for the said fiscal year. 


Section 3B, If by February 15 of any fiscal year, or in the case of 
a supplementary budget within 30 days after the submission thereof, the city 
- council shall have failed to make the appropriations for the fiscal year in 
_ the manner provided for in section three, or the appropriations recommended 
_ by the mayor in a supplementary budget respectively, the several amounts 
recommended for appropriation in the annual or a supplementary budget as the 
_ case may be shall be held to be the appropriations for the several objects 
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and purposes specified and shall be in full force and effect as if made by the 
city council; provided, however, that in any year following on election at 
which a new mayor is elected as successor to the then incumbent the mayor may 
not later than February 15 submit to the city council a revision of the budget 
for the fiscal year, and in making such revision the mayor may increase, de- 
crease, or reject any budget item except the item for snow removal. The city 
council may reduce or reject any item as so revised except the item for snow 
removal, but without the approval of the mayor shall not increase any item in, 
or add to the total of the budget as so revised nor add any item thereto, nor 
shall it originate a budget, provided, however, that if the city council does 
not act within 20 days the revised budget shall be held to be the appropriation 
for the several objects and purposes specified and shall be in full force and 
effect as if made by the city council. 


Section 3C. After an appropriation of money has been duly made by 
the city government of Boston for any specific purpose, or for the needs and 
expenditures of any department, no transfer of any part of the money thus 
appropriated shell be made except within the department, or in accordance 
with and after the written recommendations of the mayor to the city council, 
approved by the yea and nay vote of two-thirds of the members of the city 
council; provided that money appropriated for snow removel shall not be trans- 
ferred to any other appropriation, and that money raised by loan shall not be 
transferred to any appropriation from income or taxes; and provided further 
that no money shall be transferred to on epproprintion for personal service, 
except from the reserve fund in accordance with and after the written recom- 
mendations of the mayor, approved by the city council as aforesaid. The city 
auditor my, with he approval in each instance of the mayor, at any time make 
transfers from the appropriation for the expenses of one division of 2 depart- 
ment to the appropriation for expenses of any other division of the seme 
department ond from the reserve fund to any appropriation for the current 
expenses of a department other than for personal service. Every order for 
the transfer of any appropriation shell be published in the next ensuing 
issue of the City Record. 


Mayoral Veto of Council Action 

At present the Council may reduce or reject but not increase the Mayor's 
budget. After Council action the appropriation order, like every other Council 
euthorization to spend, is subject to mayoral approval. When the Council acts 
.. contrary to the Mayor's viewpoint by reducing or rejecting budget items, the Mayor 
under existing fmeeie may resubmit the disputed items in original or amended 
form up to the time when the tax rete is declared. If this procedure is followed 
repeatedly there is great danger of breakdown of the budget calendar through delays. 


The draft statute allows the Mayor one opportunity to resubmit disputed 


_ budget items in their original form. If 2 majority of the Council so decide, they 


1, 
ee 


_ can reduceor reject such items as resubmitted and their action is final. Otherwise 
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the items sent back by the Mayor have all the force and effect of regular appropri- 
ations. Five days are given the Mayor to decide whether he wishes to take issue, 
and Council has ten days to act on the resubmitted items. 

It may be argued that the suggested provision weakens the authority of 
the Mayor because if he wishes to upset Council reductions or rejections, he can 
now keep the question open sufficiently long so that the threat of payless paydays 
will force Council to capitulate, This argument is basically wnsound, however, 
since the intent of Boston's charter is clearly to have Council act as a brake on 
spending through a Tinea: power of reduction or rejection of proposed expenditures. 


The draft bill recognizes the fact and eliminates possible delay and bickering, 


Proposed Draft: 


Section 4. Section 4 of Chapter 486 of the Acts of 1909 is hereby 
further amended by striking out the last sentence, and by inserting in place 
thereof a new sentence to read as follows: If the same involves the expendi- 
ture of money, the mayor may approve some of the items in whole or in part 
and disapprove other of the items in whole or in part; and such items or 
parts of items as he approves shall be in force, and such items or parts of 
items as he disapproves shall be void; provided, however, that if the city 
council reduces or rejects any items of the annual budget or a supplementary 
budget, the mayor may, within 5 days, state his objections thereto in writing 
and resubmit the items to the city council in their original amounts. If the 
city council within 10 days approves, reduces or rejects any items as re- 
submitted by a vote of (one-half or two-thirds) the members of the city council 
_teken by yeas and nays, such action shall be held to be final, but if the city 
council does not take such action within 10 days the items as resubmitted shall 
be held to be appropriations for the several objects and purposes specified and 
shall be in full force and effect as if made by the city council. 


e - enditures Prior to Passage of Budget 


Inasmuch as several months normally elapse between the start of the fiscal 


interim is governed by formula, Departments inside and outside mayoral control are 


- allowed to spend up to one-third the annual appropriations of the prectding fiscal 


year. Expenditures under the one-third rule are charged to current appropriations 


if 
when made, 


4 
i 


rcomas wileget 
antodw ebtoob ot rena ar novi ons 


enoat? battindues ad? no Poa ot bd cd nad « 


iiomued steaqi? ef eons kw asi wa Ek 


be 3 
; 


rot of gael sashonsnvie i nage nok? naary 


Zoned HaL east ats $10 antaishe xd bebas 


AE (te aLodw nt math adt Io vedte ever qa8 


f phan tov ed. Lfaria savory ae lh 4 


act a ‘Etode notion dow eyo baa. 
aa) of aidttw aoitop oue gio¢ gon 


—_= 


oniv@ to oypges St. tekst ge bond tbo 


equa yLLsmror ectaon Lorover as ; on 


ota si age ony fads bougr od we 


vo a 


roms Skt ato td EqGBO: of Chon 


ais 


a an 
odl> pt tetando 2 'wotao8 40 deadall 


sitoubot to tawoq bed imtil s tuys ud 


i 
rt 
fe» 
z 
= 
_ 
e 
— 
cr 
t? 
a 
=| 
oS 
@& 
——- 
2 
= 
@ 


adqodd tof aoltoed ose aqols: 
‘omorfio? as Boer of gonednoe | 
are Oey ss ‘yom TYR ort eyo 


ne od iinds gavonqqe ‘od 6S ems 


add to, emiatL yee asoeiort To go 
ote ,eysb @ niiitiw 4 yom ONO 
Shown wero odd of amadt anit hSe 
soubat peevorgqs ayeb Of sisi te 
g~owd to ‘iled-snd) To Bioy s, 


avee edt 10% aaoits ping 2” ad of 
van BL an toate. ons bares £ 


The law governing interim expenditure dates back more than 50 yezrs. It 


is weak, loose legislation which leaves the door open to extravagance early in 


the year. Other cities and towns in the Commonwealth do not enjoy such easy-going 


authority. Repeal is recommended. 

In place of the old formula, it is suggested that a provision of the 
Municipal Finance Act (Chapter 44 of the General Laws) be cdapted to Boston. This 
Act declares that before the regular appropriations ore made, the liabilities 
incurred in any one month by 2 spending agency must not exceed the maximum sums 
spent for similar purposes during any one month of the preceding fiscal year. It 
also makes special adjustment for any new agencies end contains additioncal safe- 
guards with respect to payroll expenditures. 


Proposed Draft: 


Section 5. Section 6 of Chapter 266 of the Acts of 1885 as amended 
by Chapter 320 of the Acts of 1889 is hereby further amended by striking out 
the following words:— Except that at the beginning of the financiel year, to 
meet the liabilities of the several departments incurred in the carrying on 
of the work entrusted to them, until the city government shall otherwise 
order, expenditures may be made, liabilities may be incurred and pzyments 
made from the treasury from any funds therein, and the treasurer mcy borrow 
money in anticipation of taxes to provide funds. Such expenditures and 
liabilities shall not exceed for each department, one-third the entire “mount 
appropriated for the department the previous year, and shall be considered and 
reckoned as a part of the expenditures of, and the money paid therefor as a 
part of the appropriations for, the current financial year. 


Section 6. In the period after January 1 of each fiscal year and 
before the reguler appropriations have been made by the city council and the 
school committee of the city of Boston, city, county and school officers who 
are authorized to make expenditures may incur liabilitics in cxrrying on the 
work of the several departments entrusted to them, and payments therefor 
shall be made from the treasury from any available funds therein and charged 
against the next annual appropriation; provided, that the liabilities incurred 
during such interval for regular employees do not excced in any one month the 
average monthly expenditures of the last 3 months of the preceding fiscal year, 
and that the total liabilities incurred during said interval do not exceed in 
any one month the sums spent for similar purposes during any one month of the 
preceding fiscal year; and provided, further, that said officers who are 
authorized to make expenditures may expend in any one month for eny new officer 
or board lawfully created an amount not exceeding one-twelfth of the estimated 
_ cost of said new officer or board for the current fiscal eet All interest and 
_ debt falling due in said intervel shall be paid. 
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Revision of School Budget Procedure 
Budget Calendar Revision. The School Committee acts almost without 


j hindrance insofar 2s a budget calendar is concerned, and without the restraint of 
responsibility for the tax rate. Its rules merely stipulate that the Business 

| Manager shall submit his estimates by the end of February, or “as soon thereafter 

| as mey be practicable” - a2 requirement which means little if anything. By law 
school requirements must be certified to the Assessors by Mey 1 for inclusion in 
the tax levy. This time limit has also been ignored at will. Estimates for the 
Department of School Buildings are approved by the Commissioners of that depart- 
ment and then submitted to the School Committee, in recent years soon after the 
start of the fiscal year. 

School budgets, covering both the general operation and maintenance of 

_ the schools and the School Buildings Department, should be in the hands of the 
"School Committee by January 1. This represents the least that should be expected 
| of school authorities by virtue of the fact that four months, or nearly half, of 
the academic year will already have elapsed. For conference and review the School 
Committee, like the City Council, should have six weeks. In line with the calendar 
“proposed for city and county agencies, the Committee ought to pass the school 
Pop intion order by February 15. 

| Public Hearing on the Budget. Heretofore the School Committee has con- 
ducted its budget sessions in privacy. Open meetings of the Committee have been 
‘little more than retifying assemblies; the important decisions are made in confer- 
ence. Only by special permission heve citizen groups been able to present their 


views. This year the Committee adopted the commendable policy of opening its 


In the public interest the School Committee should be required to hold an 
open hearing on the budget after giving seven days' notice and making the preliminary 


nates availcble. 
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Mayoral Veto. Approval by four of the five School Committee members is 
_ necessery to pass the school budget. The Mayor has an item veto over school 
appropriation orders, but his veto may be over-ridden by four school committeemen. 
As 2 special legislative commission reported in 1936, the Mayor's "veto power is 
of little practical effect." 

By statute, school approprictions for general maintenance and operation 
may not exceed a limit of $15,160,000 plus available balances, estimated income, 
and excess of actual over estimated income for the prior year, unless the Mayor 
approves additional emounts annually. Other limits in terms of tax rate control 
the alteration and repair of old buildings, and the construction of new buildings. 
| Largely because of « continued decline in school enrollment, these limits have 
) lost their restrictive effect on general maintenance and operation, much the most 
7 important aspect financially of school expenses. 

The draft statute provides that only by unanimous vote can the School 

- Committee pass appropriations over a mayoral veto. Furthermore, the Mayor is given 
absolute veto power over any increase in school approprictions above the amounts 
"allowed in the preceding fiscal year for each of the three school purposes: general 
operation and maintenance, alterations and repairs, and new land and buildings. 
“These two changes are suggested because, 2s 2 practical matter, the public does 

not hold the School Committee responsible for the tax rete, although school appropri- 
ations are a large factor in the rate; the Mayor is looked upon as responsible for 
the tax rate even though his control is limited. 


Present statutory provisions give the Mayor 15 days to use his veto 


School Committee must certify the school budget to the Board of Assessors by March 
. otherwise the prior year's school appropriations, less 10%, are to epply to the 
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Proposed Draft: 


Section 7. Section 3 of chapter 224 of the acts of 1936 is hereby 
amended by striking out said section 3 and inserting in place thereof the 
following new section: 


Section 3. The votes of the school committee of said city making 
appropriations as aforesaid shall have the same force and effect as orders 
or votes of the city council thereof appropriating money, and shall be subject 
to the same provisions of law in respect to approval by the mayor, except that 
a unanimous vote of all members of the school committee, taken by yeas and 
nays, shall be necessary to pass such appropriations over the veto of the 
mayor before the expiration of the ensuing ten days after such veto, and pro- 
vided further that the mayor shall have absolute veto power over so much of 
the total school appropriations for the three school purposes described in 
section 2 as is in excess of the appropriations for each of the same pur- 
poses in the preceding year. 


Estimated allowances for school purposes shall be submitted to the 
school committee by January 1 of each fiscal year, and after a public heering 
of which at least seven days' notice shall have been given all appropriations 
for said school purposes to be raised by taxation shall be passed by said 
committee, not later than February 15. 


All appropriations to be raised by taxation made by the school com- 
mittee of said city shall be certified ‘by the school committee to the board 
of assessors thereof not later than March 15 in each yeer and the assessors 
shall include the same in the levy of that year. 


If by March 15 of any fiscal year the school committee shall not have 
so certified all appropriations to be raised by taxation, the board of assessors 


shall include in the levy of that year all appropriations so certified by seid 
committee in the preceding fiscal year less 10%. 


Summary 
Measures proposed in this report are aimed at tightening Boston's budget 
laws in order to establish a minimum program of improvement in local budget methods. 


The revision would eneble citizens to obtain 2 comprehensive, yet readily grasped, 


overall view of the City's financial plons. While budget action is being deliber- 
ated by the City Council and the School Committee, citizens and citizen groups 
would have an opportunity to express their judgment directly end in detail. 


Changes are designed to insure prompt adoption and strict enforcement of 


_ the budget. Additional features are provisions for curtailing the administrative 
_ power of transfer, restricting expenditures in advance of the annual appropriations, 


‘ and strengthening the Mayor's veto of school allowances. 
Bi) A digest of the foregoimg uraft legislation which would accomplish these 


poses follows. 
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Digest of Bill Revising Boston's Budget Procedure 


Section 1, The first paragraph of Section 3 of the City Charter is 
amended by requiring the Mayor to submit city and county budget "not later than 
January 1" instead of "within 30 days after the beginning of the fiscal year." 
Comparative tax rate computations must accompany the budget and an allowance for 
snow removal must be included (5-year average). The City Council must act not 
later than February 15 after a public hearing. In genuine emergencies supple- 
mentary budgets are permitted until the tax rate is fixed. The second paragraph 
of old Section 3 dealing with appropriation transfers becomes new Section 3C which 
is summarized below. 


Section 2. Transfer provisions dating from 1891 and 1893 are repealed. 
Section 3. Sections 3A, 3B, and 3C are added to the City Charter: 


3A. If Mayor fails to submit the annual budget by January 1, the 
prior year's appropriations, less 10%, are held to be the annual budget; 
supplementary budgets are then prohibited. 


3B. If Council fails to act by February 15, the Mayor's budget 
becomes effective. 4n incoming Mayor may submit budget revisions up to 
February 15, on which the Council must act within 20 days. 


3C, Existing transfer provisions are strengthened by requiring 
Council approval of all budget transfers between departments. Paragraph 
two of Section 3 of the Charter is amended by removing the power of the 
Mayor and Auditor to make transfers between departments without Council 
approval between November 15 and January 1. Publicity in the City Record 
is required on all transfers. Restrictions ere placed on transfers which 
increase personnel appropriations. 


Section 4. The Mayor has one opportunity to resubmit budget items re- 
~ duced or rejected by the Council. 


one-third of their prior year's appropriation pending passage of the budget are 


Section 5. Laws of 1885 and 1889 permitting departments to spend up to 
repealed, 


Section 6. Provisions of Scction 34 of the Municipal Finance Act (Ch. 44, 
G.L.) are adapted to Boston. Monthly liabilitics pending budget passage are not 
_ to exceed expenditures for similar purposes "during any one month of the preceding 
fiscel year." Pro-rata monthly expenditures are allowed for new officers or boards. 
Full payment is provided for interest and debt falling due. 


Section 7. This section tightens up the 1936 school spending law. It 
_ requires a unanimous vote, rather than the same four-fifths vote by which the 
School Committee must pass the annual budget, to over-ride a moyorel veto; it makes 
vi the mayore1 veto cbsolute with respect to appropriation increases over the prior 
_ year. School budgets must also be submitted to the School Committee by January 1 
_ and after « public hearing passed by February 15. School requirements must be 
_ certified to the Board of Assessors by Merch 15, thus allowing ea month for the Mayor 
_ to veto and the School Committee to reconsider. If certification is not made by 
Merch 15, the prior ycar's approprictions less 10% are in effect, thus preventing 
undue budget delay, 
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APPENDIX A 


City-County Budget Calendar, 1925-1940 


Days Elapsing 
Mayor Submits Budget Passed Budget Approved From Jan.l to 
Budget by City Council by Mayor Budget Approval 


Tax Limit Bill 
Approved by 
Governor 


April 27 May 4 May L May & 125 
March 15 March 15 March 22 March 23 82 
April 11 April 18 May 16 May, 17 37, 
April 2 April 9 May a May 8 129 
March 20 March 25 April 29 April 30 120 
March 12 March 31 April 21 Aprils 22 1) 
Feb. 17 March 16 April 13 Apri 1 104 
March 31 April 4 April 18 April 20 111 
May 3 May 22 June 12 June 13 164 
May 10 May 28 June’ 13 June 13 164 
May 24 May 13 June 13 June 15 166 
a May 13 May 25 May 26 146 
as Jane, 30 Aprid, 5 April 9 99 
-- Appa 3 May 2 May 3 AS 
— March 27 June 12 Jame 13 164 
=o Jan. 29 March 25 April 9 100 


Results of Council Action on City Budget, 1925-1940 


Amount of Council Supplementary Budget 
Year Mayorel Budget Reduction Allowance s* 
1925 = $25,433,946 None 450 , 000 
1926 30,833,237 $5 , 000 4,967 
1927 30,523,464 None -— 
1928 31,591,544 225591 Bee SoC 
1929 331,058, 383 None -- 
1930 35,189,249 "4 1,674,008 
1931 BG, 951,020 a 500,079 
LES BPs 38,448, 366 a Pi PDN XS 6) 
1933 34,400,000 it 6,450,000 
1934 Batis WOR us 6,392,362 
1935 40,296,169 Bye 2,000,000 
1936 36,230,210 None 2,000,000 
1937 BD 9499 5 113 530,405 7,418,923 
1938 39,158,813 95; /00 1,275,000 
1939 38,560,605 2255250 1,630,000 
1940 40,803,651 113,000 


*In the period covered the City Council made no supplementary 
budget reductions except for $5'76,724 in 1937. 
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